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The  Brigade  Chaplain:  An  After  Action  Review 

"Chaplains  must  learn  and  relearn,  adjust  and  fine  tune 
and  constantly  be  involved  in  finding  ways  to  make  a 
changeless  message  and  ministry  relevant  to  a  changing 
world.   Chaplains  must  be  constantly  involved  in  personal 
growth  to  maintain  competency." 

Being  a  brigade  chaplain  is  both  an  art  and  craft.2   This 

article--in  the  form  of  an  after  action  review--anal yzes  five 

segments  of  the  brigade  chaplain's  position: 

leadership/supervision,  training,  worship,  unit  coverage  and 

combat  focus.   Each  segment  will  state  essential  matters  to 

3 
sustain  and  improve.    As  a  reference  point,  I  will  use  my 

experiences  as  2D  Brigade  Chaplain,  10th  Mountain  Division  (Light 

Infantry),  Fort  Drum,  New  York.4 


1.  JJie  jJnli  Ministry  Team  (UMT)  Training  Strategy:  Training 
for  the  90s  and  Bevond.   6  November  1990,  p.  5-2. 

2.  See  "The  Importance  of  Training  Chaplains  to  Supervise 
at  the  Brigade  Level"  by  CH  (MAJ)  James  Daniels,  Mi  1 itarv 
Chaplain's  Review.  Summer  1991,  p.  149-152.   Chaplain  Daniels 
discusses  the  art  and  craft  of  supervision  in  the  context  of  four 
variables;  the  personhood  of  the  chaplain  supervisor,  makeup  of 
those  supervised,  the  unit  situation,  and  organizational  factors 
(commander  and  unit  temperament  and  structure.) 

3.  I  served  as  brigade  chaplain  with  2D  Brigade  for  over  28 
months.   During  this  period,  our  units  deployed  to  JOTC  in 
Panama,  JRTC  at  Ft.  Chaffee,  NTC  at  Ft.  Irwin,  CTC  at  Hoenfelds 
during  Reforger  91;  Ft.  Pickett,  Guantanamo  Bay,  Cuba  (Hatian 
Refugees,)  company  exchanges  with  Canadian  units,  in  addition  to 
numerous  on-post  training  exercises. 

Upon  assuming  the  brigade  chaplain  position,  we  moved  into  a 

new  worship  centei Riva  Ridge  Chapel.   This  facility  housed 

eight  chaplains  and  eight  assistants  from  1st  and  2nd  Brigades. 
For  the  first  sixteen  months,  I  was  senior  chaplain  in  the 
bui lding. 

4.  Throughout  this  paper,  I've  tried  to  remember  the 

' distractors '  we  all  face  as  chap lains--personnel  shortages, 
quick  schedule  changes,  the  crying  or  sick  child  at  home,  dealing 
with  the  recalcitrant  assistant.   In  addition,  there  are  the  real 
world  needs  of  unit  and  personnel  crises  which  occur  with  all  too 
much  frequency.   The  findings  of  this  study  may  be  too  ambitious 
to  implement,  yet  it  identifies  some  goals  to  shoot  for. 


My  purpose  is  threefold:   1.  To  integrate  chaplain,  unit  and 

leadership  doctrine  into  the  analysis  of  what  went  well,  what 

needs  improvement,  in  serving  as  a  brigade  chaplain.   2.  To 

provide  future  reference  for  myself  and  incoming  supervisory 

chaplains.   The  concepts  outlined  can  apply  to  many  chaplain 

leadership  positions.   This  paper  outlines  goals  to  shoot  for. 

Hopefully,  it  will  facilitate  discernment--our  ability  to 

prioritize  the  necessary,  urgent  tasks  from  important  but 

secondary  matters  due  to  time,  energy,  personnel  and  funding 

constraints.   3.  To  focus  on  the  necessity  of  implementing  a 

p  Ian . 

"During  World  War  I,  while  inspecting  a  certain  area, 
General  John  J.  Pershing  found  a  project  that  was  not  going 
well,  even  though  the  second  lieutenant  in  charge  seemed  to 
have  a  pretty  good  plan.   General  Pershing  asked  the 
lieutenant  how  much  pay  he  received.   On  hearing  the 
lieutenant's  reply  of  "141.67  per  month,  Sir,'  General 
Pershing  said:  "Just  remember  that  you  get  $1.67  per  month 
for  making  your  plan  and  issuing  the  order,  and  $140.00  for 
seeing  that  it  is  carried  out.' 

""Creativity'  is  not  our  probl em. . . But  few 
organizations  ever  get  going  on  their  own  good  ideas." 

Leadership/Supervision:  Sustain 

1.  "Unity  over  self."   UMTs  must  foster  a  professional, 

unified  atmosphere.   Disagreements  surface.   "Fireworks"  happen. 

Yet  each  member  of  the  UMT  must  seek  to  resolve  differences  for 

the  good  of  total  ministry.    In  addition  to  much  prayer  and 


5.  Gen.  Omar  Bradley,  "On  Leadership,"  Parameters .  Sept. 
1981,  p.  63. 

6.  Peter  Drucker,  The  Effective  Executive.  (New  York: 
Harper  and  Row,  1966),  p.  108. 

7.  See  CH  (COL)  Conrad  Lof tus ,  notes  on  supervision 
lecture,  UMT  Resource  Manual  Vol  11    (Brigade)  Edition  2,  by  CH 
(MAJ)  Wayne  MacKirdy,  p.  5-15. 


self-sacrifice,  a  perspective  which  seeks  to  build  on  a  given 
person's  strengths  can  create  a  positive,  unified  environment.8 

2.   Simply  stated  goals  and  objectives,  publicized  and 
integrated  throughout  Brigade  UMT  planning  and  execution,  are 
critical.   We  had  one  mission  which  I  referred  back  to 
continual ly : 

■  Advise  command. 

■  Provide  comprehensive  religious  support. 

■  Train  UMTs . 

■  Affirm  worth  of  all... ensure  free  exercise  of 
rel i  gion. 

■  Maintain  strong  UMT  field  visibility  and  physical 
conditioning . 

■  Foster  understanding  of  personal,  individual  and 
small  unit  orientation  of  light  infantry  religious  support 
to  soldiers  and  families. 

We  judged  Brigade  UMT  success  by: 

■  Personal  spiritual  genuineness  of  UMTs. 

•  Pastoral  care  to  soldiers  and  their  families. 

■  Field  visibility  with  focus  on  hard  training. 

■  Top  physical  conditioning  and  combat  readiness. 

With  all  the  expected  roles,  duties  and  perspectives  on 
chaplains  floating  around,  we  focused  on  the  distinctly  pastoral 
dimension  chaplains  bring  to  the  Army  environment.9 

■  Availability  for  counsel /support  to  sick, 
hospitalized  and  incarcerated  personnel. 

■  Officiate  at  memorial  and  funeral  services. 

•  Lead  in  worship,  preaching,  prayer  and 
religious/moral  instruction. 

•  Advise  the  chain  of  command. 

■  Soldier  with  sincere,  wholehearted  effort. 

■  Possess  spiritual  substance. 


8.  "Effective  executives  never  ask  vHow  does  he  get  along 
with  me?"  Their  question  is  vWhat  does  he  contribute?'"  Peter 
Drucker ,  Ibid.,  p.  74. 

9.  See  AR  165-1,  Chaplain  Activities  in.  ±h&   United  States 
ArmY>  4-3, b  (1)  "Ministry  to  the  unit"  and  4-5,  g,  "Pastoral 
care. " 


Periodically,  I  wrote  up  an  assessment/vision  paper, 
addressing  each  UMT  member  specifically.   This  seemed  to  generate 
good  feedback  and  direction. 

3.  Soldier  focus.   "The  UMT  operates  from  a  basis  of  faith 

in  God  and  focuses  its  religious  support  on  the  needs  of  the 

i  j    -10 
sol dier . 

4.  Standards.   Leadership  by  personal  example--as  opposed  to 
detailed  supervisory  skill--was  probably  my  greatest  strength.   I 
wholeheartedly  endeavored  to  practice  the  standards  set  for 
others . 

Clean  bathrooms  and  a  brigade  "headquarters  standard, 
diamond-gloss-shine"  on  chapel  hallway  floors  became  an 
obsession . 

5.  Administration.   First  priority,  on  moving  into  the  new 
chapel,  was  formulating  SOPs  covering  a  wide  range  of  issues. 
The  resulting  handbook  formed  a  major  part  of  the  continuity 
file. 

Over  time,  AARs  and  RSPs  became  second  nature  for  all  major 
events,  deployments  and  FTXs .   We  submitted  fund  requests  to  DACH 
following  the  "10:1  ru 1 e"--submit  ten  creative  requests ...  The 
likelihood  of  a  couple  being  approved  is  much  greater  than  just 
submitting  one  or  two. 

6.  Assistants.   With  few  exceptions,  we  followed  the  "treat 
assistants  as  royalty"  approach.   I  deligently  practiced  monthly 
and  quarterly  counseling  with  assistants—making  certain  outlined 
duties  offered  leadership  challenges  and  opportunities  to  make 


10.   FM  16-1,  Religious  Support  Doctrine,  p.  5-1. 


genuine  contributions.     Sometimes,  at  risk  of  personal  grief, 
assistants  had  full  responsibility  to  demonstrate  technical 
competence  (CMRP,  computer  operation,  chapel  setup  and  calendar 
coordination.)   We  stressed  personal  standards,  the  demonstrated 
"ethical  and  moral  character,  behavior,  and  conduct,  and  a 
lifestyle  consistent  with  the  highest  standards  required  of  a 
member  of  the  U.S.  Army."12 

Leadership/Supervision:  Improve 
1.  Vision.   "...a  clear  sense  of  direction,  a  sense  of 
mission"  which  serves  to  "clarify  problems  and  choi ces , . . . bui 1 d 

moral e, ...  and  provide  a  vision  of  the  possibilities  and 

ti  1  3 
promise"   --this  challenge  is  one  of  the  most  critical  tasks  a 

leader  can  provide.   At  the  brigade  chaplain  level,  I'd  seek  to 

offer  such  vision  in  the  following  ways: 

■  Weekly  meetings  with  battalion  chaplains.   Sometime 
during  the  meeting,  I'd  either  "tell  my  own  story"  or  draw 
from  leadership,  military  or  chaplain  history  to  draw  an 
appropriate  vision  for  the  present  and  future.   In  the  fog 
and  clutter  of  daily  activity,  such  a  breath  of  refreshment 
would  do  wonders. 

■  Early  on,  establish  a  vision  statement  for  Brigade 
UMTs.  Clearly  articulate  it  and  constantly  refer  back  to 
it. 

■  Publish  three  and  six  month,  two  and  five  year  goals 
and  objectives. 


11.  See  AR  165-1,  4-8  (Chaplain  assistants)  F  (1)  -  (6) 
"Senior  chaplain  assistants  (E6)  and  chaplain  assistant 
supervisors  (E7  -  E9)  wi 1 1 . . . (out  1 ine  of  duties)." 

12.  AR  165-1,  4-8,  b. 

13.  Maj.  Mitchell  Zais,  "Strategic  Vision  and  Strength  of 
Will,"  Parameters .  Winter  1985,  p.  59-63.  Excerpt  reprinted  in 
ST  22-3,  Senior-Level  Leadership,  p.  2-3,  Fort  Leavenworth:  U.S 
Army  Command  and  General  Staff  College,  USACGSC,  1  April  1990. 


2.  Quarterly,  go  over  with  each  chaplain  a  "Senior-Leader 
Assessment  Form"    or  "Chaplaincy:  the  Broader  Picture" 
checklist.   Provide  straightforward  assessment.   Obtain 
ordination  vows  from  each  chaplain  and  include  these  in 
evaluations.   Leaders  may  have  to  maintain  an  appropriate 
distance  from  chaplains  they  supervise  (and  their  families)-- 
al lowing  for   prof ess ional --though  not  necessarily  personal-- 
camaraderie.   Tolerate  disagreement—then  build  consensus. 

3.  "Power  down."   View  division/installation  chaplain 
requirements  through  the  battalion  chaplain's  eyes.   Support, 
rather  than  burden,  battalion  chaplains.   Hospitalized  soldiers 
and  family  members,  incarcerated  personnel,  leaders  must  do  all 

they  can  to  channel--in  a  timely  manner such  information  to  the 

battalion  UMT .   We  must  ensure  Bn  UMTs  receive  the  Chief  of 
Chaplain's  newsletter,  Military  Chaplain's  Review  (or  its 
replacement)  and  TDY  training  experiences,  rather  than  "hogging' 
such  information  ourselves.   Order  (and  follow  through  until 
they're  obtained)  training  books  and  aids  for  Bn  UMTs. 

4.  Advising.   Take  Bn  UMTs  by  the  hand  and  visit  Bn 
CDRs/CSMs.   Offer  a  desktop  briefing  on  the  necessity  of  advising 
the  commander— areas  of  interest  and  a  "spiritual  fitness" 

check  1 ist . 

5.  Subordinate  development.   Clearly  assign/welcome  tasks 
and  projects  Bn  UMTs  can  fulfill.   Award  and  reward 
appropriately . 


14.   CQSOC,  90-03645-POEOT-1700-2  JUL  90) 


Training:  Sustain 

1.  Worship-preaching  evaluation.   I  look  back,  with 
satisfaction,  on  the  preaching  feedback  sessions  we  developed. 
Usually  four  chaplains  would  view  the  videotaped  sermon  of  the 
past  Sunday.   Following  the  format  of  the  Chief  of  Chaplain's 
Supervisory  Chaplains  Preaching  Seminar,  we  provided  analysis  and 
constructive  feedback  to  the  worship  leader.   Few  experiences 
brought  greater  sp i r itual /personal /prof ess ional  growth. 

2.  Quarterly/semi-annual  spiritual  growth  opportunities. 
Whether  at  a  local  monastery  or  retreat  center,  for  one  day  or 
overnight,  as  full  UMTs ,  with  families  or  alone,  we  encouraged 
and  structured  occasions  for  spiritual  growth. 

3.  Joint/combined  training.   We  engaged  in  dialog  and 
training  with  Canadian  chaplains  at  two  separate  times.   What 
stimulating  ideas  this  experience  created! 

4.  Combat  1 i f esaver/mi 1 i tary  driver's  license.   We 
emphasized  that  each  UMT  member  would  be  certified  in  these  two 
areas . 

Training:  Improve 

1.  Implement  the  strategy  already  in  place.15 

2.  Conduct  a  professional  reading  program.   LTC  Henry 
Shirah,  a  military  intelligence  battalion  commander  during  Desert 
Storm/Desert  Shield,  stated  in  after  action  comments,  "If  the 
author  had  to  choose  just  one  area  to  redo,  it  would  be  officer 


15.   See  2D  Bde  Unit  Ministry  Team  METL  (Bde  METL ;  UMT  METL 
and  Training  Strategy.) 


training .. .An  enforced  reading  program  is  the  quintessence  of  a 

1  G 

career-long  understanding  of  the  profession  of  arms."    Couldn't 
such  guidance  apply  to  UMTs  as  well? 

3.  Offer  Joint-Combined  stimulus.   In  addition  to  training 
excursions,  request,  subscribe  to  and  read  appropriate 
joint/combined  chaplain  documents. 

4.  Multi-cultural  ministry.   "...include  multicultural 

awareness  as  part  of  the  design  and  implementation  of 

1  8 
training."     We  cannot  assume  we  are  free  of  cu 1 tural /ethni c 

bias  and  i nsens i t i vi ty . 

5.  Chaplain-unit  specific  documents.   Use  a  sel f -directed , 

f i  1  1  - in-the-b 1 ank ,  multiple  choice  study  guide  to  treat  essential 

1  9 
FMs,  ARs  and  resources. 

6.  Integrate  reservist,  veteran  and  local  agencies  into 
training  programs. 

7.  Crisis  hospital  ministry  training.   Slot  UMTs  for 
training  in  trauma  care  at  Bellevue  Hospital  in  NYC  or  Ft.  Sam 

16.  LTC  Henry  C.  Shirah,  "Operational  Aspects  of  Desert 
Shield  and  Desert  Storm. "  U.S.  Army  War  College  Military  Studies 
Program  Paper,  Carlislie  Barracks,  Penn.,  25  Feb.  1992,  p.  9. 

17.  Good  examples  are:   Chaplain  (P)  Branch  Manual . 
National  Defense—Canada:  Dialogue  (Annual  publication  of 
Canadian  Forces  Chaplain  Branch  (P));  Joint  Pub  1-05  "Rel igious 
Ministry  Support  for  Joint  Operations"  (Final  Draft);  FMFM  3-61, 
Ministry  jLq  Combat .  U.S.  Marine  Corps  PCN  139  00023700. 

18.  See  pages  2-5,  2-6  of  J_he.  Unit  Ministry  Team  (UMJ1) 
Training  Strategy.  Training  for  the  90s  and  Bevond.  6  Nov.  1990. 

19.  Include  FM  16-1  Rel igious  Support  Doctrine:  AR  165-1 
Chaplain  Activities  in  the  United  States  Armv .  Joint  Pub  1-05 
Rel igious  Ministry  Support  £fl£  Joint  Operations:  FM  100-5 
Operations.  RB  1-1  JJMJ1  Handbook:  MQS  I  I  (56)  Company  Grade 
Officer' s  Manual :  FM  101-5-1  Operational  Terms  and  Symbols:  The 
UHT  Training  Strategy-Training  for  the  90s  and  Bevond  6  Nov. 
1990  and  "A  Handbook  for  Developing  Multicultural  Awareness"  by 
Paul  Pedersen  (American  Association  of  Counseling  and  Development 
1988). 


Houston  in  San  Antonio.   Expose  UMTs  to  realities  of  pastoral 
care  in  a  combat  like  environment. 

8.   Advising  the  commander.   "Chaplains  are  often  called  the 
'ethical  conscience'  of  the  command."20   "Chaplains  are  expected 
to  'speak  with  a  prophetic  voice'  to  the  insitution,  as  they 
advise  commanders  on  religious  matters" ...  they  "Advise  the 
commander  and  staff  on  matters  of  religion,  morals,  and  morale  as 

0  1 

affected  by  religion...   '   Considering  this  responsibility, 
include  this  subject  in  overall  training  strategy. 

Unit  Coverage:  Sustain 

1.  "Spiritual  Thoughts." 

2.  Field  focus.   Continue  to  place  a  premium  on  unit  road 
marches  and  "exceptional"  training  under  difficult  or  exciting 
conditions.   Watch  for  live  fire,  combined  arms  training  events. 

3.  Commander  extension.   The  Brigade  Chaplain  is  one  of  the 
few  staff  members  who  can  actively  engage  in  subordinate  unit 
training.   Rotate  around  the  Brigade  to  do  PT  with  different 
units.   Serve  as  the  commander's  "eyes  and  ears." 

4.  Family  member  involvement.  Use  family  support  groups, 
counsel  and  worship  opportunities  to  keep  connected  with  family 
issues  and  interests. 

5.  Advertise.   Dining  facility  table  top  Plexiglass  stands; 
barracks  breeze  way  bulletin  stands;  "off  the  wall"  fliers  and 
inserts;  quotes  on  barracks  and  HQ  walls;  business  cards  with 


20.  FM  16-1,  p.  3-8. 

21.  AR  165-1,  2-3c;  4-7a. 
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name  and  telephone;  command  and  staff/T-5  meet ings--whatever  the 
occasion,  continue  to  get  word  out  about  chapel  and  UMT  programs. 

6.   Availability  and  battalion  coverage.   Get  close  to  a 
battalion  when  its  chaplain  is  gone.   Aim  to  continue 
uninterrupted  support. 

Unit  Coverage :  Improve 

1.  Administration.   Work  on  routine  staff  actions  (sick, 
jailed,  court  martial  led  personnel.)   Catalog  visionary  quotes- 
verses  of  scripture  appropriate  to  staff  meetings  and  "thoughts 
for  the  day."   Hone  up  on  skills  with  the  Brigade  Staff  and 
Commander . 

2.  Family  members.   Seek  creative  ways  to  involve  family 
members  in  the  noble  calling  of  military  service. 

Worship:  Sustain 

1.  Atmosphere.   The  warm,  informal  atmosphere  of  our  Riva 
Ridge  Chapel  was  tremendous.   Appropriate,  pleasing  inner  decor; 
chapel  work  projects;  monthly  "potluck"  dinners—all  served  to 
create  an  atmosphere  pleasing  to  God  and  family. 

2.  Soldier/family  focus.   Basketball  and  volleyball  courts; 
terrain  walk;  a  clothing  loan  closet  and  food  pantry;  a  sense  of 
uplift  and  eel ebrat ion--al 1  centered  attention  on  the  chapel  as 
the  focal  point  of  brigade  spiritual,  family  and  social  ministry. 

3.  "School  for  Preachers."   With  eight  Protestant 
chaplains,  the  morning  worship  service  becomes  a  training 
experience  for  chaplains.   Rather  than  fight  the  discontinuity  of 
such  an  arrangement— capi tal i ze  on  it  through  unit  worship 
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services,  and  offering  a  variety  of  preaching  styles  focused  on  a 
theme  or  church  year  calendar. 

4.   Personal  touch.   Fight  to  maintain  a  personalized, 
"people  important"  perspective.   Tangibly  show  thanks  to 
volunteers  and  new  members  through  plaques,  letters  and  cards. 
Pray  for  congregation  members.   Keep  in  touch  through  letters 
with  newly  baptized  and  married  personnel. 

Worship:  Improve 

1.  Lay  involvement.   Recruit  ushers  to  pass  out  bulletins 
and  welcome  newcomers;  enlist  altar  guild  members  to  coordinate 
altar  appearance  and  candle  lighting  activities;  set  up  a  parish 
council  to  determine  worthy  mission  recipients  for  monthly 
designated  offerings. 

2.  Prayer.   Print  a  prayer  of  confession  as  part  of  the 
General  Protestant  service  bulletin.   Include  prayers  for 
specific  units,  commanders,  families  and  political  figures. 
Include  those  personnel  moving  to  different  duty  stations  or 
leaving  the  Army. 

3.  Institutional  ministry.   On  patriotic  and  holy 
days/seasons,  conduct  services  of  prayer  and  remembrance. 
Advertise,  yet  don't  get  discouraged  when  turnout  is  small. 

4.  Local  clergy  and  veterans  groups.   Maintain  a  limited, 
though  active  presence  in  local  clergy  fellowships.   Tap  the 
resources  of  veteran's  groups  to  personalize  a  patriotic  or  civic 
hoi iday . 
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Combat  Focus:  Sustain 

1.  Spiritual  substance.   Our  number  one  priority  is  to  be 

pastors  maintaining  spiritual  depth. 

"Within  the  UMT ,  the  chaplain  is  required  to  possess  an 
added  dimension  of  1 eadership--Spir itual i ty . . . al 1  chaplains 
understand  the  absolute  necessity  of  maintaining  their 
spiritual  fitness." 

"The  first  and  most  important  objective  of  ministry  for 
a  chaplain  is  to  cultivate  and  maintain  a  reservoir  of 
spiritual  strength  by  maintaining  personal  fervor  in 
scripture  and  prayer.   Using  this  reservoir,  the  chaplain 
then  provides  sensitive  ministry..." 

"The  primary  functions  of  chaplains  are  to  lead  in 
Christian  worship,  to  preach  the  Word,  to  administer  the 
Sacraments,  to  propagate  the  Faith  by  counsel,  instruction 
and  witness,  and  to  provide  pastoral  care..." 

"In  combat,  many  soldiers,  who  have  not  previously  been 
religious,  search  for  God.   When  their  religious  and 
spiritual  values  are  challenged  during  the  chaos  of  combat, 
soldiers  may  lose  sight  of  the  inner  resources  that  sustain 
them... The  UMT  is  the  primary  resource  available  to  soldiers 
experiencing  these  characteristics  and  seeking  to  refocus 
their  spiritual  values." 

2.  War  stocks.   Few  things  gave  me  more  cause  for 
satisfaction  than  knowing  our  Brigade  UMTs  were  ready  for 
deployment  with  waterproof,  banded,  war  stock  pallets.   In 
addition  to  materials  obtained  through  regular  supply  channels, 
we  included  a  variety  of  appropriate  literature  and  music 
resources . 

3.  Literature.   "The  UMT  in  wartime  operations  ministers  to 
the  spiritual  needs  of  all  soldiers  on  the  battlefield,  to 

22.  UMT  Training  Strategy-Training  for  the  90s  and  Beyond ; 
p.  2-1. 

23.  FMFM  3-61  Ministry  in  Combat.  U.S.  Marine  Corps  p.  2-1. 

24.  Chaplain  (£)  Branch  Manual .  Canadian  National  Defense, 
p.  8-1  "The  Primary  Functions  of  Chaplains." 

25.  FM  16-1,  p.  5-33. 
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include  specific  denominational  worship  needs  of  distinctive 

ii  2  6 
faith  groups."     Literature  seems  to  be  the  one  item  readily 

available  through  appropriated  channels.   We  obtained  Protestant 

and  Catholic  Bibles,  Korans,  Picture  Bibles,  Bible  study  guides 

and  song  booklets  through  appropriated  funds. 

4.   Soldiering.   "Meeting  the  religious  support  needs  of 

soldiers  on  the  battlefield  requires  that  the  UMT  be  trusted 

members  of  the  unit  who  share  the  rigors  of  battle."27   UMTs 

can't  "undergo  battlefield  rigors"  or  be  "trusted  members  of  the 

unit"  unless  they're  adept  at  regular  soldier  skills.   UMTs 

maintain  their  field  gear  and  an  appropriate  "war  chest"  of  FMs , 

ARs  and  books  in  "go-to-war"  condition. 

Combat  Focus :  Improve 

1.  Unit  UMT  doctrine  handbook.   Unit  UMTs  must  develop 
handbooks  with  unit  and  UMT  METL ,  plus  appropriate  chaplain 
doctrine  applied  to  specific  unit  missions  and  practical 
guidance. 

2.  Indigenous  religions.   UMTs  need  readily  available 
material  (area  handbooks  and  guides)  on  host  nation  taboos  and 
cultural  practices.   With  immediate  world  wide  dep loyabi 1 i ty , 
such  helpful  guidance  is  critical. 


26.  AR  165-1,  4-1  c  (2) 

27.  FM  16-1,  p.  1-9. 
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Conclusion 

"I  was  intent  on  mastering  my  profession  and  was 
determined  to  do  so... I  was  determined  that... I  myself  would 
be  prepared,  and  trained,  and  ready  when  the  call  came.   I 
had  at  times  a  kind  of  inward  feeling  that  the  call  would 
come,  to  me  personally,  and  in  my  prayers  morning  and 
evening  I  used  to  ask  that  I  might  be  given  help  and 
strength  so  that  I  might  not  fail  when  put  to  the  test." 

Field  Marshal  Montgomery 

In  this  paper,  I've  outlined--in  an  AAR  "sustain/improve" 

format--one  Brigade  Chaplain's  experience.   I've  treated  the 

topics  of  leadership/supervision,  training,  unit  coverage, 

worship  and  combat  focus.   Hopefully,  with  God's  guidance,  we  can 

maintain  our  spiritual  fitness,  prioritize  our  training  and 

outreach,  and  like  Field  Marshal  Montgomery,  be  "ready ...  when  put 

to  the  test." 


28.   Bernard  Law  Montgomery,  The  Memoirs  of  Field-Marshal 
the  Viscount  Montgomery  of  Alamein  (London:  Collins.  1958)  p.  39 
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2D  BDE  Unit  Ministry  Team  METL 


The  attached  METL  shows  three  columns.   The  first  identifies 
the  2D  BDE  METL.   The  second  gives  Unit  Ministry  Team  (UMT)  METL 
tasks  specific  to  the  BDE  METL.   The  third  column  states  proposed 
training  to  achieve  UMT  METL  proficiency. 

Proposed  training  falls  into  four  categories: 

1.  Readiness  I ssues  Seminars  (RIS).   This  is  training  set 
aside  in  a  large  block  of  time  (2  days)  to  deal  with  specific  UMT 
deployment  and  combat  issues.   S3,  S1,  G5  personnel  would  be 
invited  along  with  UMTs  and  local  combat  seasoned  resources. 

2.  Directed  Correspondence  Study  (DCS).   This  training 
would  be  formatted  to  self-study  following  a  CAS(3)  Phase  1 
model.   Manuals  used  include: 

a.  FM  16-1  "Chaplain  and  Assistant  in  Combat 
Operations . " 

b.  RB1-1  "UMT  Handbook." 

c.  FM  27-10  "Law  of  Land  Warfare." 

d.  AMTEP  7-7  "Light  Infantry  Battalion." 

3.  Common  Task  Training  (CTT.)   UMTs  will  receive  this 
training  as  part  of  ElB/FTX/unit  regularly  scheduled  exercises. 

4.  Brown  Bag  Training.   Regular  Monday  noon  training 
session  with  all  Division  UMTs. 


8DE  METL 


BDE  UMT  METL 


TRAINING 


1.  EXECUTE  RSOP 


PREPARE  FOJ  WAR:  (Pre  Battle) 


■  Develop,  procure  and  wrap  up  a 
90  day  religious  support  package. 

■  Identify  religious  makeup  of  BDE 
personnel . 

■  Develop  religious  support  plans 
addressing  distinct  issues  of  BDE 
METL  missions. 

■  Prepare  BDE  UMTs  for  combat 
ministry. 

■  Maintain  top  physical  condition 
of  UMT  personnel . 


■  Readiness  Issues  Seminar(RIS): 
"Chaplain  Chest." 

■  RIS:  "Religious  needs  of  smaller 
faith  groups." 

■  RIS:  "UMT/S3/G3  mission  specific 
issues." 

■  Directed  Correspondence  Study 
(DCS),  Deployments,  EIB. 

■  Unit  PT. 


■  Assess  spiritual  fitness  of  BDE 

■  RIS:  "Spiritual  Battleproof ing." 

personnel,  educate  on  spiritual 

battleproof ing. 

■  Assist  family  support  briefings. 

■  RIS:  "Family  Support  Assistance" 

■  Identify  Extraordinary  Ministers 

■  Brown  bag  training:  "EME 

of  the  Eucharist  and  qualified  lay 

identification  and  authentication, 

leaders. 

Dealing  with  lay  leaders  on  the 

battlefield." 

2.  TRANSITION  TO  WAR  (Pre  Battled 

■  Distribute  verse-casualty  care 

■  RIS:  "Literature  and  supplies 

cards,  Bibles  and  spiritual  books 

for  combat." 

to  BDE  personnel . 

■  Respond  to  alert,  draw  and  lead 

■  EDREs,  motor  pool . 

supplies  on  UMT  vehicle. 

■  Secure  chapel  offices/transition 

■  RIS:  "Mobilization  and 

to  installation  UMT  control. 

deployment:  installation." 

■  Identify/hand  off  to  Rear 

■  EDREs 

Detachment  Chaplain  troublesome 

family  issues. 

■  Move  with  unit  to  PHA. . .conduct 

■  RIS:  "Combat  lectionary  and 

"huddle  services"  and  formal 

preaching  in  hostile  setting." 

Prot/Cath/Jewish  Svcs. 

■  Advise  Cdr/staff  on  morale, 

■  Brown  bag  training:  "Advising 

spiritual  fitness,  and 

Cdr";  RIS:  "G5  and  chaplain  in 

cultural/religious  specifics  of 

combat." 

country  deploying  to. 

■  Disperse  BDE  UMTs  throughout 

■  EDREs 

chalk  sequence. 

3.  DEPLOY  (Pre  Battle) 

■  Link  up  with  aid  station  and 

■  Informal  Combat  Lifesaving; 

trauma  treatment  personnel. 

EDREs 

■  Tactically  move  with  unit  to 

■  EDREs;  FTXs 

combat  zone. 

■  Provide  pastoral  care, 

■  RIS:  "Combat  Nurse  Briefing;" 

reassurance  during  deployment. 

DRC. 

■  Tactically  occupy  UMT  positions, 

■  FTXs 

camouflage  and  dig  in  w/  18" 

overhead  cover. 

4.  RELIGIOUS  SUPPORT  DURING  COMBAT 
OPERATIONS  (Battle) 

■  Protect  UMT  to  survive/minister 
in  hostile  environment. 

■  Nurture  soldiers  through  prayer, 
pastoral  care  and  sacraments. 

■  Care  for  fatigued,  wounded  and 
dying,  personnel  in  critical 
leadership  roles,  court-martialed 
or  foreign  court  jurisdiction 
personnel . 

■  Minister  to  displaced 
civil ians/PWs/1 iaison  with 
civilian  religious  leaders. 

■  Live  w/  units  and  share 
privations  of  soldiers  under 
stress  of  combat. 

■  Split  UMT,  as  tactical  setting 
allows,  multiplying  religious 
support  assets. 


■  EDREs,  FTXs,  deployments. 

■  RIS:  "Prayers  and  lectionary  for 
combat . " 

■  Bellevue  Hospital  Trng,  NYC; 
Intro  to  Hospital  Care,  Ft.  Sam 
Houston;  RIS:  "Jag  issues  of 
Chaplain  interest. 

■  RIS:  "G5  issues  for  UMTs  facing 
combat." 

■  FTXs,  deployments. 


■  FTXs,  deployments,  DCS  "FM  16-1' 


2.  PERFORM  MOVEMENT  TO  CONTACT 


3.  ATTACK  (Infil) 


5.  INTERACT  WITH  COMMAND  AND  BN 

■  Receive  reports,  communicate  w/ 
Bn/Div/adjacent  UMTs. 

■  Coordinate  and  direct  general 
religious  coverage  for  all  units 
in  BDE/FSB  area. 

■  Communicate  w/  Cdrs/staff 
through  informal  and  formal 
(meeting/radio/MSE)  means. 

■  Advise  command  on  morale, 
morals,  spiritual  fitness  of 
soldiers  and  units;  ethical 
issues;  local  religious  customs 
and  practices. 

■  Revise  Religious  Support  Annex 
as  required. 

6.  MISSION  SPECIFIC  METL 

■  Encourage,  reassure  and  provide 
religious  support  prior  to 
mission. 

■  Gear  for  night  operations  sleep 
plan. 

■  Maintain  close  communication  w/ 
med  evac  assets  to  acquire 
transportation  to  casualty 
locations. 

■  Build  confidence/vision  of 
personnel  prior  to  engagements. 

■  Prepare  for  Mas  Cal  operations. 


CTT:  "Communications" 
FTXs,  DCS:  "RB1-1" 


■  CTT:  "Communications" 


■  Brown  bag  luncheon:  "Advising 
the  command,  Spiritual  fitness 
issues."  RIS:  "G5  combat  -issues. 


FTXs,  DCS:  "FM16-1" 


■  RIS:  "S3,  S1,  Medic  and  combat 
experienced  nurse  interaction." 

■  FTXs 

■  FTXs,  EDREs. 


■  RIS:  "Spiritual  fitness,  combat 
prayers  and  lectionary,  preaching 
development  in  combat  setting." 

■  Bellevue  Hosp.,  Ft.  Sam  Houston, 
RIS:  "Combat  nurse  presentation." 


4.  ATTACK  (Built-up  Area) 


■  Remain  tactically  secure. 

■  Maintain  alert  posture  to 
civilian  personnel, 
refugee/evacuees,  and  PWs. 

■  Brief/deal  with  issues  on  laws 
of  war. 


FTXs  to  MOUT  sites  (Ft.  Pickett) 
RIS:  "G5  combat  issues." 


DCS:  "FM  27-10" 


5.  PERFORM  SECURITY  OPS 


6.  DEFEND  (Anti-Armor) 


7.  DEFEND  (Built-up  Area) 


8.  PERFORM  PASSAGE  OF  LINES 


9.  PERFORM  AIR  ASSAULT 


10.  PERFORM  RELIEF  IN  PLACE 


11.  PERFORM  LINK-UP 


■  Assess  soldier  awareness  and 

sensitivity  to  local  customs  - 
practices. 

■  Ensure  soldiers  participate  in 
morale  enhancing  leisure 
activities. 

■  Monitor  spiritual  fitness, 
morals  closely. 

■  Assist  in  NEO  with  maintenance 
of  morale  and  welfare  of  US  Forces 
and  evacuees. 

■  Participate  in  huddle  svcs  and 
one  to  one  religious  support. 

■  Ensure  supplies  for  hasty 
burials  and  mass  cal  responses  are 
near  at  hand. 

■  Remain  tactically  secure. 

■  Monitor  proper  use  of  religious 
facilities,  shrines,  and  places  of 
respect. 

■  Encourage  soldiers  preparing  for 
mission. 

■  Monitor  soldier  and  leader 
fatigue. 

■  Hold  pre-departure  "huddle  svcs" 
and  one-to-one  ministry. 

■  Coordinate  to  be  near  air  assets 
for  med  evac/mass  cal  missions. 

■  Monitor  battle  fatigue. 

■  Provide  post-battle  religious 
support. 

■  "Debrief"  on  small  group,  one- 
to-one  level. 

■  Communicate  with  UMTs  of 
departing  unit. 

■  Coordinate  with  adjacent  UMTs  to 
assess  fitness/conditions  present. 

■  Monitor  morals/bolster  spirits 
of  the  force. 


RIS:  "G5  combat  issues." 


Garrison  ministry  extension. 


■  FTXs,  RIS:  "Assessing  unit's 
spiritual  fitness." 

■  FTXs,  DCS:  "AMTEP  7-7." 


I  FTXs,  EDREs. 

'RIS:  "Combat  supplies  and 
iterature  for  casualty  ministry, 


■  FTXs 

■  FTXs,  DCS:  "FM  27-10" 


■  FTXs.  RIS:  "Lectionary  for 
combat." 

■RIS:  "Battle  fatigue  assessment 
and  care." 

■  FTXs,  EDREs. 

■  FTXs. 


■  RIS:  "Battle  fatigue." 

■  RIS:  "Guilt,  excitement  and 
post-battle  issues." 

■  FTXs,  EDREs,  garrison  counsel 

■  FTXs.  garrison  activities. 


■  FTXs,  garrison  activities. 

■RIS:  "Combat  lectionary  and 
preaching  in  hostile  setting." 
Extension  of  garrison  ministry. 


12.  SUSTAIN  THE  FORCE. 


6.  SUSTAIN  SOLDIERS  AND  UMTS 


■  Honor  dead  through  memorial 
services  and  ceremonies. 

■  Coordinate  w/  S1/S4  to  replace 
and  resupply  UMT  resources. 

■  Provide  pastoral  care  and 
worship  services  during 
reconstitution. 

■  Provide  "debriefing" 
opportunities  for  all  personnel, 
soldiers,  NCOs  and  officers. 

■  Prepare  reports  for  command  and 
technical  channels. 

■  Maintain  spiritual  fitness  of 
Bde  UMT. 

■  Tactically  defend  and  protect 
rear  area,  redeploy. 


■  Extension  of  garrison  memorial 
ceremonies.  RIS:  "Combat 
lectionary  and  preaching  in 
hostile  setting." 

■  FTXs,  garrison  extension. 


■  RIS:  "Post-traumatic  stress 
syndrome." 

■  FTXs. 

■  Brown  bag  training:  "Keeping  the 
UMT's  spiritual  reserves  high." 

■  FTXs. 


